M anaging during times of uncertainty is difficult at best for any administrator, including occupational health nurse managers. Companies large and small are struggling financially, and the possibility of further terrorist attacks continues to loom over the country. What actions should managers take to plan for a future that is anything but certain? This is the second of two columns discussing strategies for nurse managers to use during times of uncertainty. This column deals specifically with long term, strategic approaches.
As discussed previously (Strasser, 2002) , during the immediate period following a crisis, nurse managers must demonstrate stellar leadership skills. They must be visible, stay focused on the situation at hand, demonstrate congruency, convey empathy to their employees, and communicate effectively. While these strategies are critical to managing the immediate situation, they do not become obsolete in the long term. Rather, these strategies should serve as a foundation and guide for future management activity. After the initial shock of an incident is over, the nurse manager must look beyond the short term crisis to focus on 
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STRATEGIC PLANNING
Simply put, strategic planning is looking into the future and developing a plan to achieve goals and objectives. Strategic planning is key to the success of any business. According to Bryan (2002) , current strategy must align itself to the fluid nature of the external environment. It must be flexible enough to change and adapt to external and internal conditions. Depending on the complexity of an organization, various strategic planning tools may be used for strategic planning, such as Porter's Model, and SWOT (i.e., strength, weakness, opportunities, threats) analyses (Courtney, 200 I).
Many occupational health nurse managers may engage in annual strategic planning sessions within their companies. Other occupational health nurses may not engage in formal strategic planning sessions, but do incorporate strategic thinking in their business plans, goals, and objectives (see Cox [2001] and Kalina [1997] for further information about occupational health strategic planning). Looking into an uncertain future makes strategic planning more difficult. However, crafting strategy at such a time, whether through formal or informal processes, is critical if there is to be a future.
SHAPE OR ADAPT
According to Courtney (200 I), during times of uncertainty, a deci-sion to shape or adapt is, perhaps, the most fundamental strategic choice administrators have to make. Is it better to try to (Courtney, 200 I):
• Influence, or perhaps determine, the ultimate outcome of the current uncertain position (i.e., shape)?
• Survive within the existing structure and move to capitalize on new opportunities when the situation stabilizes or changes (i.e., adapt)?
The occupational health nurse manager must decide whether to focus on the issue at hand as an opportunity to try to shape the future of the occupational health department or service, or to remain somewhat passive for a time, see how things shape up, and then act.
The two courses of action are not necessarily mutually exclusive. Courtney (2001) suggests that good strategy should attempt to shape and adapt by identifying some actions intended to increase the probability of some outcomes, while concurrently preparing for others. Whether a manager should consider shaping or adapting strategies, or a combination of both, may depend on the level and nature of uncertainty. When faced with very high levels of uncertainty about the factors that can be influenced, shaping makes most sense. On the other hand, adapting may be preferable during times of less uncertainty (Courtney, 200 I). Put another way, when the future is difficult to visualize, you may have nothing to lose by being more aggressive in your planning (i.e., "getting out of the box").
By way of an example familiar in the current business environment , cons ider what happens when announcement of a pendin g merger with another company is made . The announcement sends shock waves throughout both organizations. Employees at all levels , including occupational health nurses , become concerned about issues such as: After the initial shock has subsided, the occupational health nurse manager must begin to plan for the future and layout a strategic plan to address the situation.
The decision to use shaping or adapting strategies may depend on the amount of uncertainty. For example, what if the existing company sees the value of occupational health nurses, while the "new" compan y docs not use internal occupational health nurses, and the new company's management will be well positioned in the merged structure? In this case, the occupational health nurse manager should consider developing a plan that includes some radical thinking related to delivery of occupational health services (e.g., retaining staff and services through a contracted arrangement). On the other hand, if it appear s the newly merged comp any will retain executives who value occupational health nurse service s, strategic planning may not need to focus on retaining the service, but rather on identifying ways to enhance the service (e.g., a more comprehensive wellness initiative).
STRATEGIC PLANNING PROCESS
According to Beinhocker (2002) , there are a variety of techniques of different complexity that can be used for planning , depending on the strategic issue at hand . Technique s range from large task forces and "SWAT teams ," to ad hoc meeting s and "hallway strategy." The strategic planning process used by an occupational health nurse manager will depend on numerous factors, such as: • The nature of the uncertain condition (e.g., merger, lay offs, new management). • The complexity of the organization (i.e., single nurse service or a large multitiered occupati onal health organization). • The internal and external resources available (e.g., internal planning specialists, networking or benchmarking opportunities). • The manager's expe rience in strategic planning .
A fundamental , minimal strategy to use under any circum stance is an examination of the occupational health department's mission, goals, and objectives to ensure they are relevant given the current situation. At the two ends of the uncertainty continuum , where (a) the future is so unpredictable, it is almost impos sible to identify strategies and (b) the future looks most predictable and "safe," having a solid business plan in place may suffice, depending on the situation (Courtney, 200 I) .
If an occupational health department cost benefit anal ysis, albeit an informal one, has never been performed , there is no better time. Demonstrating the value of the occupational health service may be the critical factor in ensuring the future of the service . Morris (200 I) provides information on how to demonstrate the value of the occupational health service.
LEADERSHIP
In addition to strategic planning, the occupational health nurse manager must continue to demon strate exceptional leadership qualities throughout the period of uncertainty. Niemela (200 I) offer s the following advice for occupational health nurse man agers to follow during difficult time s: • Take care of the people still in the company; train other mana gers about change and loss. Give employees permission to move on without their friends or coworkers.
• Identify ways to remoti vate employees-give employees some time to reflect on the occurrence, but help them get back on track .
• Communicate accurate information-current status, goal s, how to achieve goa ls, and actions to take. Communicate this information with confidence.
SUMMARY
It could be argued that uncertainty is currently part and parcel of most busine sses. The degree of uncert ainty may vary at times, but many occupational health nurse managers learn to live with a degree of insecurity in their jobs, and with the service they manage. The strategies discussed in this column can help occupational health nurses manage their departments more efficientl y under the best of circumstances, and help identify strategies to use in times of increased uncerta inty.
